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FOREWORD

This publication is prepared to supplement Personnel. Development for
School Improement, a 1985 product, District Improvement Programs,
1986, and Recruiting and Employing, 1987, all prepared by the Personnel
Management Advisory Committee. It is designed to assist school districts
to provide four important elements in the effort of local schools to reach
the goals of the Oregon Action Plan for Excellence in Education.

School districts are encouraged to develop and implement plans to
accomplish programs addressing the selection, training, retraining, and
retaini g.

The content of this document will assist districts :o provide programs
covering these areas. It is important tnat what is planned locally should
be the result of local study and procedures that have been developed
through the assistance of staff and site committees and, perhaps, other
broad-based advisory committees.

Our thanks go to the members of the Personnel Nlanagemen: Advisory
Committee, with particular attention to the subcommittee that prepared
this document.

Questions or suggestions regarding this publication may be addressed to
Milt Baum, Associate Superintendent for School District Services,
378-4772, and to George Martin, Department Personnel Consultant,
37S-4773.

".

Verne Duncan
State Super intendent
of Public Instruction
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INTRODUCTION

This publication is part of a series of Personnel Management Advisory Committee
publications designed to assist local school districts in the management of their personnel
procedures. Small districts are especially helped, but larger districts will find this of
value as a way to check or review their existing policies and procedures.

The previous publications have been made available in each Oregon school district. They
should be reviewed from time to time. This document refers to them as a supplement to
the content found on these pages.

The earlier series of blue books for which this is the fifth are as follows:

Personnel Development for School improvement, 1985, gives emphasis to the
factors that affect staff development. These are both personal and professional in
nature. The impact on the educational program and needs of students are
highlighted.

Distri.ct Improvement Programs, 1986, gives attention to the areas of staff devel
opment, educational program improvement, staff supervision of the educational
program and staff evaluation.

Evaluation Guidelines for School_Personnel, 1986, enlarges on the content of the
prior publication and does so in detail, including the presentation of forms used in
the process.

R.Qc_tAting_ard Employing, 1987, leads directly to this document. It describes all
the aspects of seeking new employees (both professional and support). This ranges
from the identification of a vacancy to the employment of new or the reassign
ment of current staff members. Attention is also given to the placement and
orientation (induction) of individuals to a new position.

This document, drawing upon those described above, will provide assistance to districts as
they help employees grow and become more effective in their assignments. This will be
accomplished through the staff development retraining activities. This is irnr- not so
that individual staff members perform effectively and ml et district standards. This leads
to their possible retaining by the district.

RETRAINING is required in school district because new employees, both beginners and
those with experience elsewhere or in another position in the district, regularly encounter
new ways to teach, new materials for teaching, new computers and software: new brooms
and tools to carry out assignments in the office or along tne corridors, and other support
staff skills and knowledge. Textbooks change, state standards alter--all of these need
new training.

RETAINING is the act that occurs annually in the early years of an employee. The
decision to reemploy a person should be based on a number of things that make it
evident that the employee is doing a satisfactory job. It is also desirable to identify and
take steps to retain those who might otherwise seek employment elsewhere. A large
staff turnover is not desirable.

It should be noted that all employees are affected by the personnel procedures, certif
icated and support members, and those nn the path to management responsibilities.



The personnel functions that a district will use are guided by Oregon statutes and rules,
court decisions, board policies, and col:active bargaining agreements.

These local functions are shown in detail in Chart A, page 3, ani are des'gned to show
several steps in the staff management program. They start in the upper left with the
decision that there is a vacancy to be filled, and flow along the top portion (1) of the
three levels, following the arrows as shown. They include the recruitment progmm and
procedures of the district and continue to the right of this top section until employment
has been completed and the new employee assigned. This is shown in Recruiting and
EmPl oy ment.

The line then moves to the left and enters the second portion (II) where the records for
the new employee are initiated. The portion of this level at the far right provides for the
development and use of the evaluation program.

The line then again moves to the left and enters the bottom level (III) of the description
of the personnel functions. This is the place where the staff development (retraining)
becomes mo.tt important and the district improvement programs come into pl2y. Moving
along this level there is the continuing process that the district provides over the years of
employment until the employee reaches tne point of leaving the district or by retiring. It
is along this line that the district and employee share decisions on retaining (or staying).

There are two major needs for retraining. One is the personal need of an employee to
move up the position ladder, including the advanced degrees that are desirable, and the
second is to rne!et the district requirements.

The latter involves the need of the district to help employees into and through the
elements of program inp_roement, staff de,. elopment, staff s41Pero_sion, and staff
tvatuatiQrj shown in Chart B, page 5.

2
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CHAR1 A
PERSONNEL MANAGEMENT FUNCTIONS

For Both Certificated and Classified

0

'his CHART is designed to show the various parts of a staff ranago-cnt crogran. It starts at the upper left with the identification by
the district of a vacancy to be filled, flews to the right thro..3'1 c-plo;-cnt and assivrent. tack to the left and to the right for
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years to some form of termination.
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RETRAINING

Why Provide Retraining for Employee

There are a variety of conditions that affect staff members individually. They include
the following:

t. A district that faces reduction in the number of employees must find, when
possible, another position in the district for those aifected, and this will usually
require some new training for the new position.

2. An experienced employee will often find that changes require further study.

3. An employee who moves from one position to another needs retraining in many
cases. This inay occur when:

a. A teacher is legally rnisassiened and must complete certification.
b. A teacher moles to a new :e% el of knowledge, general math to advanced math,

general science to physics, etc.
c. A teacher moves to the same teaching assignment, but in another s.:hool or

district.
d. An employee is moved up the ;adder; to supervisor, principal, etc.; c once a

paraprofessional to a more qualified position.
e. College degrees and certification requirements change.
f. 'the certificated requirement set by TSPC are chanced.
g. The employee finds that "life long learning" is essential to keeping up with

assigned field(s) and profts-,:onal growth.
h. A teacher on the job 'Inds that the college training v..as only the beginning and

that additional skills must be gained.
i. Technological advances and innovations may Le adopted by the di: met.

The sum of these is to pine great pressure on indkiduals and may !ave a strong effect on
those with whom they come in contact on the job, within the fam,y, and in the larger
community.

1. Distri :ts should take into con- deration, as they look for, en.dloy and retain good
staff members, the employees t:.at have or may develop stress situations.

a. It is necessary to have a wa, to observe the acticiis of employees, to interpret
what is seen and the mea-; or any observed change on and the the
employee carries out assirned tasks.

b. Some staff members may need to be identified and good personal counseling
techniques may be applied.

c. The knowledge and use of motivation theory is necessary.

2. No one wants to do a bad job. Retraining, for the first-year beginning employee
may differ from the second year and that from the third and subsequent years.

3. The reality of living will bring an individual into many changes and stress condi-
tions. Those are shown in Chart B taken from the Phi Delta Kappa Fastback, No.
214, 1984, prepared by Burke, Fessler ar.d Christiansen, titled Tga_chers career
Stages; Implications for Staff_DeLelonment. (See page 5.)

4
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CHART B

A model of the stage':. of the Teacher Career Cycle and the environmental factors that
affect it,

A
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These three cycles will appear in the lives of all people, particularly those who rrizy be
involved in professional activities.

Cycle A gives attention to the environment within which an individual lives, including the
family.

Cycle B addresses the issues that come into one's life as they prepare initially for
entering employment, the building by further training (retraining), success on the job and
movement up the career ladder until the time comes for changes, including resignation.

Cycle C presents what may be the major pattern of stress and personal conflict. The
profession in which one works, the district rules and procedures, the outside society all
play roles within which one must react and move.

School districts need to develop the concept that staff development makes a positive
contribution to tile education of the youth of the district. Retraining for whatever reason
is a part of that staff developir.:snt.



Retraining Policy

The previous pages have outlined why retraining (staff development) is an important
personnel function. The needs of the individual employee and those of the district have
been presented. Retraining is one of the factors in the larger concept of staff
development. There is another factor that enters into this program.

The State Board of Education in its Standards for Elementary and Secondary Schools has a
rule on Personnel Policies, OAR 581-22-715(1), "The school district shall adopt and
implement personnel policies which address (B) Staff Development." Another section of
this rule (1)(a)(D), Evaluation Procedures, will be referred to later, OAR 581-22-715(2)
sets details for the evaluation procedures.

It should be noted that the administrative rule requires the district board to develop,
adopt, and implement policies. This should be done with the assistance of district
administrators. Some suggested policies and related matters follow and may be found in
Appendix B, pages 30-33.

It is important to give attention to the intent of HB 2020 of the 1987 Legislature. There
are several parts to the statute, and two are responsibilities of the Oregon Department of
Education. They are required of all participating school districts. There is a third
provision, that of state tuition assistance for promising teacher candidates, which falls
under district purview only in the dissemination of information to their students. This
must be implemented by the high schools.

The first is the "Beginning Teacher Support Program", ORS 342.782 ,o 342.798. This
program provides procedures to help beginning teachers get assistar_e. from experienced
and competent teachers with some financial aid from the State Department.

The other is the "Improvement and Professior, ,1 Development Program", sometimes
referred to as the "site committee" program. i his is ORS 336.705 to 336.780. Advisory
committees are essential to the program and their membership, appointment, and duties
must be carefully carried out.

District and building administrators must follow their usual role wioi;^ the requirements
of the statutes.

6
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Sample Model Policy for a District/School Staff Development Program

It is the policy of the district board to provide a complete program for staff
development for all employees. ihe program shall give appropriate attention to the
district curriculum improvement program. Personnel shall participate in the
program development. The progi am may include the following:

a. The use of all levels of employment and the involvement of representatives
from each level in planning and appraisal.

b. The recruitment, employment, and assignment of employees.
c. The use of an orientation program for all new employees, boil beginners

and experienced personnel, and all those given new assignments in the
district.

d. The wellness of all employees.
e. The activities designed to adjust curriculum content and instructional

methods, and to meet the individual needs of employees.
f. Providing a regular appraisal of program effectiveness and a process for

making any necessary changes.

SEE APPENDIX B, pages 29-34 FOR SUGGESTED POLICIES.

FEDERAL AND STATE REGULATIONS

It is important to know and be aware of the various state agencies that also have a role to
play in the development and management of staff development programs. They cannot be
ignored and are:

1. The state Board of education regulates through its rules and prescribes a form for
teacher evaluation (ORS 342.850). (See Evaluation Guidelines foLachool Personnel,
1986, model forms pages 39 and 40.)

2. The Teacher Standards and Practices Commission regulates certification,
assignments, and competent and ethical performance of professional duties.

3. The Fair Dismissal Appeals Board interprets the Fair Dismissal Law (ORS 342.805
to 342.934) and guides districts in dismissal procedures through its orders on
appealed cases.

4. The Employment Relations Board interprets and administers the Collective
Bargaining Law (ORS 243.650 to 243.782).

5. The Bureau of Labor interprets and administers the laws relating to wages, hours,
conditions of employment, and civil rights.

6. The state archivist determines what personnel records must be kept and for how
long.

7. The role and decisions of the courts cannot be ignored.
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MOTIVATION

It is a human characteristic that a person must be motivated if change is expected. This
is seldom achieved by telling the adult to do something. A feeling of personal involve
ment is e.;sential. This is best achieved when the staff member is playing an active part
in the changes that are to take place, hen opinion and sharing in decisions is sought and
accepted.

School district board members and administrators play an important role in assuring
employees that they are important and their contributions are helping to bring about
change.

It must be recognized that some employees will almost always be opposed to change.
Fortunately, many are eager to share in change and want to be an important part in
making decisions leading to change.

It must be remembered that teachers, custodians, and all employees respond best when
they feel good about themselves and that they do best when they feel that they are in a
group of "equals."

Many school districts (and industrial organizations) give considerable attention to the
agency WELLNESS program. Indeed, this has become very important in many districts
and employees are responding very strongly when the concerns of board members is
directed toward the wellness of employees, both their physical and emotional needs.

Motivation, staff growth and positive reaction to the district programs help to retain
good staff members.

Motivation may be summariied by the following that appears in Work and the Nature of
Man, w en by Frederick Ilerzberg, 1966.

STAFF DEVELOPMENT

Staff development is intended to assist individual employees, both certificated and
support, to perform more effectively. A major part of soft' de% eIopment activities has
to do with the way in which staff are selected, assigned, and assisted.

1. Staff development must be linked to both program improvement and individual
development.

2. Program improvement relates to the needs of the district and school to develop and
improve the instructional program and the activities designed to meet the needs of
learners. These include but are not limited to:

a. Changes in d:.trict and other curriculum and textbooks.
b. Changes in building and district policies and rules and other matters that direct

the practices of staff.
c. Procedures for assessing student progress and interpretation of the data.
d. The practices used in building and district for supervision.
e. General program improvement and attention to the way the school serves the

community.

8 i u



3. Staff development programs must recognize, respect, and address the practical
nature of teaching and other responsibilities that focus in the place where such
work occurs.

4. All staff should be represented in planning, implemerting, and evaluating school
district activities. Research shows evidence that staff development programs
created through this process produce a higher number of desired results.

5. The building principal is critical to school improvement efforts and t participate
in and support staff development programs. Effective principals are exceptionally
clear about the priority they hold for encouraging student achievement. A program
that is linked or.ly with the principal may be difficult to implement. Central office
personnel may also be appropriately involved in the building program.

6. The preparation of a new employee, or one given a new assignment in the district,
must include an initial orientation to the district, the school, and the task.

a. Induction of the employee to the task should give particular attention to the
beginning staff member.

b. The new employee must learn about and carry out the programs of the school
and district. This will be revealed through the demonstration of management
skills and student progress in subject matter.

c. The district and school must be prepared to provide assistance as needed so
that the employee has the maximum opportunity for success.

7. It is important to make a distinction between the goals for a first-year beginning
employee, the goals for the second and third year, and those for a more experienced
employee.

8. A gap separates the experience, training, and edtication necessary to be an
employee, and actual practice. Staff need support during times of change in their
professional lives: passage from student to employt.e, from experienced to master
employee, or the transition to other roles.

9.. The staff evaluation program of the district will come into play as required by state
laws and rules, collective bargaining agreements and board policies.

10. There are many additional factors that building and district administrators need to
address when designing a model school-based staff development program.

a. Having consensus about the problem to be solved through staff development
and the outcomes to be achieved through it.

b. Being clear about the design, operation, and evaluation of the program.
c. Being clear about the costs associated with the program and how these relate

to the benefits expected from it.
d. Collecting evidence on program costs and benefits and the use of this

information.
e. Deciding about continuing or discontinuing a program once it has been

implemented and choosing those to be involved in these decisions.

11. Time for staff development must be made available for all staff and is an important
part of both individual development and program improvement.

9



12. The challenge to use research includes four separate parts.

a. To have staff development programs convey research to staff and :o help them
translate the results, adapt selected processes, and convey attitudes of
research into workroom action.

b. To apply the findings of research to the practices of staff development.
c. To gather data on the school and district characteristics and operations.
d. To integrate the processes and attitudes of research into the work of all

employees.

13. The existence of the state-required job descriptions, performance standards, and
individual employee performance goals provides a framework around which the
district may build its staff development program. Each district's standards are
expected to clearly state the criteria for performance of staff. Staff development
should be an effort to maintain and improve skills in one or more of the areas listed
in these standards. Individual employee growth programs should be related to
performance standards. See Evaluation Guidelines for School Personnel, May 1986,
PMAC, Oregon Department of Education.

14. See Checklist for Evaluating A Staff Development Program, Appendix C, page 35.

Examples and Sources of Staff Development Activities

There are a number of Oregon districts that have well-developed programs for staff
1 development. Contact the Personnel Development Section of the Oregon Department of

Education at 378-7118 for samples and models of various Oregon school districts.

.- The state Department has worked at increasing sources designed to help Oregon districts
meet the state statutes and rules (see page 7). These include:

1 1. The appointment of a staff director for personnel development.

/
/

J

2. A survey of Oregon districts in March 19S7 found 31 percent of the 221 responses
had written staff development pans.

3. Many Oregon districts and individuals now belong to an Oregon Staff Development
Council that began May 29, 1987. Information about the council may be obtained
from the Office of Personnel Development.

4. The Oregon council is related to the National Staff Development Council, 5198
Westgate Drive, Oxford, Ohio 45056. The National Council produces a monthly
publication The Developer that goes to members. Many nationwide programs are
described in the publication.

5. An important state program enacted by the 1987 Oregon Legislature through
HB 2020 is now referred to as the Mentor Program, the beginning teacher support
program. Many Oregon districts have been granted funds to carry out a mentor
program as a way to assist b. 'ing teachers to get off to a good start. A second
part of this bill provides for al improvement committees on each school site.

House Bill 2020, passed by the 1987 Oregon Legislature, was the result of combining tnree
of five similar bills into one. There are two important parts of this document to school

10
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districts. One is the "MENTOR" program in which local districts may apply for funds to
support a program where employed teachers are assigned to beginning employees to assist
them in adjusting to the school, its students, and educational program (OAR 581-20-060
to -090). The other part prov'des financial and other support to districts in meeting the
statute requirement as they develop "SCHOOL SITE COMMITTEES." These are to be
broad based in membership and directed to provide programs designed to deve'op better
opportunities for students and communities to work together (OAR 581-20-005 to -050),
as well as to provide professional opportunities for staff.

The National Staff Development Council also has a quarterly journal. It is full of exam-
ples of development/improvement programs describeo in some depth. The spring 1987
issue has several articles on various approaches to mentoring.

Another publication that has had great acceptance for mcny years is the "Educational
Leadership." It is the Journal of the National Asst,ciation for Supervision and Curriculum
Development, 125 N West Street, Alexandria, Virginia 22314. The November 1987 issue
has many articles on "cooperative teaching" and "peer coaching."

Summary of Retraining

Retraining is an important phase of staff development or growth. This is required by
state statute and rule.

The previous pages have directed attention to ways that districts can achieve these
requirements.

It is in the best interest of students that competent persons are employed, are properly
placed, are helped to obtain experience and greater skill ckvelopmfit are promoted when
appropriate, and are helped to overcome personal proiilems that md, difluence the quality
of the service rendered.

It is obvious that our major focus of attention is on the entire staff: teachers, adminis-
trators, and all support personnel. There are constant changes of employee groups within
the total staff that must be considered. Some of these are:

The employee whose orien:ation into the district and school requires special
attention.
The first-year employee.
The experienced employee new to the district. (Both the new and the new expe-
rienced employee need help in becoming acquainted with the demographics of the
district and school, the building as a workplace and the classroom as a workstation.)

a The employee of the district who is given a new assignment or placement on
district career ladder.
The employee who has fallen below prior levels of performance and who needs help
to recover these skills.
The marginal employee whose performance is not at the level expected by the
district.
The employee who is motivated to improve professionally.

It may be noted that this publication does not directly address the needs of the marginal
employee mentioned above However, it is quite possible that what ti ,cribed on these
pages may help such pet sons to improvr; and become satisfactory erni. es.

11
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All individuals can be an asset to the district if they are assisted in appropriate ways to
move upward to higher levels of excellence and understanding. It is worth the effort of
the district to assist in making this possible. The concepts formulated on these pages
have been prepared to help districts carry out these options.

The consequence of what is called "staff development" on these pages is that students and
teachers all gain.

An educational program is effective to the extent that students achieve the objectives of
that program. The competencies that personnel must perform adequately are required by
new or revised educational programs and depend upon staff development activities.

Also, the morale of certificated personnel improves because of the opportunities to learn
about new curriculum innovations, better communication with others in related fields in
other school systems and the sharing of these ideas among personnel within the school
system. The formation of systemwide planning teams for staff development allow school
systems to focus more closely on various needs and involve more school system personnel
in the actual planning. Finally, there is an increased awareness by participants that staff
development is a continuous professional development beyond attending workshop or
college courses for advanced degrees or certification renewal.

12 r.
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RETAINING

Retaining is the mutual decision that the district and employee share in the determina-
tion that the employee will or will not be retained another year. The following applies to
all staff members, both certificated and classified.

This decision may lead to retention for a second and then a third year. For the certifi-
cated employee this may lead to permanent status (tenure). This status is a7.1tieved at the
start of the fourth year (see ORS 342.815(5)).

The following pages are devoted to describing how the two parties reach the agreement
to retain or be retained.

There is now a change in the procedure that has been followed in this
document. This is the reference to another PMAC document, Evalu_a_tion.
Guidelines for School Personnel, 1986, in place of writing here the details
that can be found in another, well-tried "blue book." This publication has
been sent to all school districts. It is provided to districts that ask for it
through the Oregon Department of Education Publications Sales Clerk
(378-3589). Other references from this document will follow the page
numbers when applicable.

The District

Every school district should have policies and procedures that direct its part in the
retention process. These should give attention to the 1979 legislature that amended ORS
342.850(2).

Model policies may be found in Evaluation Guiklines on pages 3 and 32-35.

The district must keep records of all employees so that it can assist development, record
growth, have position descriptions, maintain evaluation reports, assemble good comments,
and other pertinent data. These files are confidential and should be guarded by board
rules and procedures.

The position description is required by statute and rule and provides the basis for eval-
uation and necessary assistance programs. They should be reviewed each year and signed
by both parties. The document is used to set the performance standards and goals for the
next year as required by ORS 342.850(2)(b)(A). A model is shown in Evaluation Guidelines
on pages 34-35.

The content of the file is important as a source of professional and personal records. It is
a fundamental source when an employee is evaluated and when a dismissal process is
brought before boards and courts, and when grievances and hearings are involved in such a
way as to effect the employees file.

13 r. .
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SUPERVISION AND EVALUATION

Supervision and evaluation are both tools for the improvement of performance. These
functions apply to both the retraining portion of staff improvement, and to the retaining
pre :ess which is related to the need for improvement and the evaluation of performance
d:dionstrated by the employee.

All certificated enployees must be supervised and evaluated by another certificated
person, except in districts with fewer than 200 students (ORS 342 850(3)). Districts
without an administrator may want to have staff of the education service district help
with supervision and evaluation. Districts might want to use other options (e.g.,
contracting with capable persons).

Supervision and evaluation assignments should be made appropriately. Careful consid-
eration shco, id be given to providing enough qualified supervisors to oversee work and to
make judgments ?tout the work and the persons doing it. Districts should provide
adequate time f,:r perse ssigned to supervise and evaluate, and for their professional
updating in research and , aluation skills.

iiask_Elem.entsQf_a_Sound Procra n1

The following elemeat; of a district program for supervision and evaluation apply to both
certificated and classified employees. Supervision is a constructive plan or program for
the improvement of instruction through the cooperative efforts of those involved.
Evaluation is the process of ascertaining or judging by careful appraisal the employee
performance.

1. Supervision Ind evaluation should promote personal growth and competent per-
formance wnich, in turn. should result in the improvement of instructional and
educational pr...,grarr.;.

2. Supervision i evaluation sh, i include provisions for objective judgment by
qualified pet lonnel.

3. Evaluation shouted tie an essential part of staff development and service improve-
ment, and should create a Letter understanding between e:nployers and employees.
Periodic evaluatirns should help supervisors and employees to identify strengths
that should be encouraged or weaknesses that should be corrected. Evaluation may
also help supervisors recognize employees' potential for greater responsibilities.

4. Supervisors should be trained in the s.,ills of supervision and evaluation, and updated
in educational research.

o.

5. Employees should know where they stand with respect to job performance. They
should receive recognition for outstanding work. They should know how to
improve. Evaluation should be fan- and conducted in a positive manner.

6. Position descriptions* should be prepared for all positions in the district and
reviewed at the end of the school year, or as needed. Descriptions should be

* See Employment Procedures Position Descriptions, Applications Personnel Files
(Salem: Oregon Department of Education, May 1979).
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discussed with new employees 3t the time of employment. This discussion should
include a review of the specific job and the expected performance.

7. Performance evaluations should be based on both the position description, the
districtadopted standards of performance and the individual employee goals as
developed with the supervisor.

8. Evaluations should be in writing, signed by both the evaluator and the person eval
uated. (The signature of the person evaluated usually indicates merely that the
evaluation was read. It does not necessarily indicate agreement.) Provisions should
be made for the person evaluated to respond to the evaluation report.

Supervision

The supervision of staff performance and development of plans designed to assist indi
vidual growth are important to a program of staff development. The following will be of
help in the development of appropriate plans for all staff members. Supervision is a
constructive plan or program for the irnoroement of learning through the cooperative
efforts of those involved.

1. Supervision should promote personal growth and competent performance which, in
turn, should result in the improvement of the education program.

2. Position (job) descriptions should be prepared for all positions in the dis:rict and
reviewed at the end of the school sear or when needed. Descriptions should be
discussed with new employees at the time of employment. This discussion should
include a review of the specific job and the expected performance.

3. Staff should know where they stand with respect to job performance. They should
receive recognition for outstandirg work. They should know how to improve.
Evaluation should be fair and co^z.:cted in keeping with district policies and
contracts, and should reflect at all times the primary goal of professtonal and
personal growth.

4. The district administrator should provide for the planning of programs for personal
development of the staff, using tmolvement of affected staff and with the district
board's approval.

a. The program:- may include co:lege courses and workshops, special workshops
and seminars, planned work sessions, and other activities that would improve
individual skills.

b. College programs may be held 3t any time, t:sually occurring after school
hours. The district may pay the costs. Sessions may occur during regular
working hours, and staff members will participate as part of the work day.

5. A cycle of supervision may include cooperative involvement between evalt.3tors and
persons to be evaluated regarding:

a. Understanding procedures and individual performance needs.
b, Establishing specific goals in performance terms.
c. Observing the performance(s).
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d. Obtaining data, including per formance results.
e. Analyzing the date.
f. Planning the follow-up conference.
g. Conferring.
h. Scheduling additional segments of the cycle (items a-g) as needed.
I. Planning appropriate experiences.
j. Planning a professional growth program.

Evaluation

The evaluation of school district personnel is based up ,n the Oregon statates, state rules,
the findin-; of the courts, the Public Employees Relations Board, the r.iir Dismissal
Appeals 'ard, and good practice.

It is extremely important to recognize and apply the following:

1. The fundamental purpose of the school is to aid the learning of Oregon youth. This
is accomplished by employing well-prepared teachers and r,ther employees and is
further accomplished by providing employees assistance in the performance of their
duties.

2. Employees may be assisted m a number of ways. The basic procedure is that of
supervision by trained supervisors. Further assistance may be provided by the
district and building staff development program.

NOTE: The basic principle is an emphasis on supervision. Evr;luatiorl is only a part of the
prok.ess. Isom are designed to help all employees enhance student learning in a
safe environment.

Sniff Performance

A factor in the determination of the quality of staff performance is the evaluation
process.

There are several uses for the evaluation data. One is the analysis of the way in which
the entire staff meets school and district needs; tl,e way changes have been brought about
and the needs of students met. The other is the performance of individuals which
becomes an important part of the retention decision.

It is also the basis for decisions by the employee and supervisor as the goals to be met the
following year. (NOTE: Remember that the vocess applies to all employees, including
the classified staff.)

1. There are several standards that must be considered if performance is to be
evaluated. They include:

a. Equal opportunity for employment and placement: i.e., the affirmative action
plan of the district.

b. The personal goals that are to be met that year, and the performance that
sho.vs the goals that have been met.
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c. The job description and list of job responsibilities.
d. The Oregon state standards that apply to all certificated employees: teachers

and administrators. See Appendix B.
e. The district performance standards based on those in Appendix B.

(1) Those that may be adopted in collective h trgaming agreements.
(2) Those adopted by the board when there is no agreement.

f The gnlic err in a plan of nccictance when needed.
g. Other parts of collective bargaining agreements when appropriate.

2. The supervision of personnel is necessary for staff growth and the evaluation of the
gains that may be made.

Engut.cdSiandaglifki- Conp_etent_a_nd Ethical Educalor_s:

There are performance standards developed and adopted by the Teacher Standards
and Practices Commission. See Appendix D, pages 37-44.

(A sample of some of the content of Performance Goals.)

Pefformance_Gozds (What is expected to happen to improve performance before
the next interview?)

1. 1:npro% e the prepared lesson plans by indicating, some individualized
instruction plans.

2. Develop and use procedures to help recognize student instructional needs.

3. Make a list of successes for some of your students to report to the parents
at the next confcrence.

4. Others.

r.;i111.:tion p:oced,lie

ccrtificatediFinployees

The procedures for the e31tht11011 of teachers. administrators, and other certificated
employees may be found in 1-..luation_Gindelines pages 21-24.

Suggested Standard; of Performance, as adopted by the Oleg,on Teacher Standards and
Practices Commission. arc on (EG, '86) page:. 11-20.

Various forms that may be used in carrying out these procedures may be found on pages
39-41 (CC, '86). Pages 39 and 40 arc state required forms. It should be noted that there
is a change on page 40. (2)(b)(D), to read "... and (n) a written program of assistance for
improvement is established, if one is needed to remedy the problem."

Evalua_tion GIndelines_for School Per.onnel, 1986, PMAC, will be referred to on these
pages as (EG, 'So).
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See also (EG, '86) pages 47-48 for "plans assistance."

Classified Employees

The procedures for the evaluation of classified employees may be found in Eva !union_
Guidelines on pages 25-27, with Plans of Assistance on pages 47-48, and other various
forms on pages 42-46.

A suggested checklist fOELtvjgwine the personnel evaluation proceu, see Appendix E,
page 45 of this document.
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THE EMPLOYEE

Now that the distric oard members and administrators have carried out the
RETRAINING activities listed above and have adopted the policies related to hem, and
have developed and carried out the staff development and evaluation procedures, we ate
ready to look at the role of the employee in the process of RETAINING. Retaining is a
dual procedure in which both parties participate and a decision is reached.

By the time the first year in the district has passed, and with the experiences of the
following years, staff as a group and as individuals, both certificated arld classified are
ready to look at their personal condition as they relate to the educational programs and
procedures used by the district. They will have found how to work with their district
suoervisors.

Employees %Oil have found the services the district provides and their individual ability to
make good use of them. They will also have found how to deal with their personal needs
and possible stresses as shown in Chart B, page 5.

Employees will also have found the career opportunities and varieties of assignments that
are open to them in the district Individual career plans may be developed and reviewed
with district personnel. The steps in the professional ladder will have been identified.

By the third year and later the staff member will have found paths to achievement and
assistance within the district. They will also have developed and are following programs
provided by higher education institutions and their degre,! requirements. They win have
discovered the professional development offerings of professional organizations.

Many districts have ways to assist in this growth, i.e., by sabbatical and other shorter
growth leaves; district special grant funds; and by scholarships from a variety of
agencies. Reimbursement for various inservice classes are often available by district
plans.

By this time, employees will have found the official and unofficial "merit" programs that
are available. It will be noted that "merit" may exist in several ways. These may be
exhibited as some form of compensation and by differentiated staffing. These may all be
incentives to improved work and to better positions, and specially assigned district
projects.

,
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FORMS OF MERIT

The various forms of merit :nay be illustrated as follows. This is from a study by Mark D.
Schalock, and is titled "Developing School Personnel Incentive Programs: Policy and
Practice" completed by the Teaching Research Division, Oregon State System of Higher
Education.

Examples of Input-Process Variables

The assets the teacher brings to the .

classroom:

knowledge of subject
class preparation
effective teacher practices
educational background
years of service
contributions to students,
department, or school
cooperation with peers
attendance
subject taught
program or product development
professional development

Examples of Monetary compsnsmion

The gain in employee dollars

one time bonus
percentage salary
extended contract
performance-based salary schedule
bonus effective for entire career

/

70

Examples of Output-Outcome Variablt s

The assets the learner gains from the
teacher input:

student achievement
student behavior
student attendance
productivity

Ex ra_nples of Nonm_opetary Compensation

The assignments and opportunities the
district gives the employee

mini-sabbaticals
public recognition
greater decision-making role
paid professional development
opportunities
reduction in classroom management
responsibilities
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RECOMMENDATIONS FOR IMPROVING RETENTION*

Districts that recruit, select, and induct the most talented teachers must also plan to
retain them. The following suggestions are derived from research and the experience of
school districts:

L Consider the emotional as well as the practical messages of wages. Low salaries
are a recurring reason for the attrition of talented teachers. In determining the
proportion of the district budget that will be allocated to teacher salaries, realize
that the wage as well as the manner in which it is given may be symbolic of
cmmunity and administrative support of teachers.

2. Explore methods of increasing compensation to exceptional teachers. States and
districts intent upon retaining talented teacher consider options including merit
pay, stipends for services such as mentor teaching and peer coaching, and summer
pay for serving on curriculum development or textbook selection committees.

3. Applaud teachers' accomplishments within the district and community. Recognition
and suppor: for achievement encourage talented teachers.

4. Provide efficient systems for using teachers' professional judgment. If schools are
to keep top professionals who desire control over their work, they must fashion
structures to obtain teachers' input to instructional decisions. Organizational
systems such as grade-level meetings, administrative cabinets, quality circles, ano
topic-centered teams allow participation in the essential decision making of a
school. Unless such structures are organized to use participants' time efficiently,
they may have a negative rather than a positive effect on classroom instruction.

5. Provide adequate material and personnel resources for classrooms. The most
intellectually capable teachers cite inadequate classroom resources as reasons for
their disillusionment with the profession. The talented professionals' skills are used
appropriately and their creativity is heightened when they have access to new,
stimulating classroom texts and materials. Similarly, capable teachers are likely to
be capable managers; providing teachers with paraprofessional aides who can
assume nonteach3ng duties will allow teachers to focus upon and perfect the
instructional role.

6. Capable teachers need capable administrators. Talented teachers may leave
schools and districts to follow equally talented leadership. If a district seeks
teachers of iligh academic and cognitive ability, it must also provide administrators0
of that caliber.

7, Provide professional and personal development. Talented teachers seek oppor-
tunities for both professional and personal gro.vth through formal and informal
sources. Collegial interaction, research grants, classroom observations, courses,
and conferences stimulate those whose career choice has been influenced by their
own love of learning.

* How to Recrrit, Select. Conduct and Retain the Very Best Teachers, by Mary Cihak
Jensen, Clearinghouse on Educational Me.nagement, University of Oregon, 1937, pages
52-53.
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The RETAINING plan is now ready for impleinntation. The previous pages have
presented several activities a district may provide for staff, with major attention to
personnel development in its many phases. These pages have also outlined the many
factors involveu in retaining employees.

It is obvious that districts. and training schools, have a large investment in the initial
training. Further development that is provided employees so they may grow in their
several abilities used to carry out changing job descriptions add to the investment. The
time and funds used in recruiting, employing, assigning, and orienting a new employee are
sizeable. It is clear that it is economically and professionally desirable to retain these
people in the district, perhaps in a new assignment up the career ladder.

The actual act of retaining invokes both parties, the district and the employee. The
district has had the opportunity to observe the employee during the time they have been
on the job and while involved in the retaining process of their time with the district. This
is recorded in the employee personal file. The employee has likewise had time to exam

. ine the district, become familiar with its policies and practices, and to have discovered
the benefits the district provides staff members. The employee has also found the answer
to personal and family situations, to the community in which they live and the stresses
the home and school bring about.

With these changes, the parties may meet and r. iiew .vha, has happened during the past
year. The employer and the employee should discuss together the professional goals of
the staff member. The parties are now ready to make a decision for the next year, and
the employee is retained. the job description reviewed, and a contract is offered and
signed or rejected by the employee.

The employee may have looked elsewhere for positions more to his/her liking and a
change may be to their advantage, and a decision made to leave the district for other
"greener pastures."

Districts should periodically review and evaluate their retaining (retention) program. The
following may be a useful way to look at the district's program. It is drawn from a num
ber of sources.

Districts may be very similar in the progra.ns and procedures that they use to
retrain and retain employees. Local policies are most often based on the statutes
and regulations, collective bargaining agreements and other factors they cieem best
and most useful. Why is there, then, a differencesometimes very broadbetween
one district and another in the retentions that are made? This is where the
intangibles come into play. These include the work environment, a sense of team
among staff, pride in a workplace, and a sense of cooperativeness as staff address
assignments. This difference may also be a factor when an employee decides to
seek employment elsewhere.
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SUMMARY OF RETAINING

Retaining is the goal of staff development, supervision, and evaluation, for it is the way
in which a district first selects good applicants, helps them to grow into effective service
and able teachers, administrators, and various :.upport personnel.

The previous pages have given attention to the nays in which districts can reach these
important goals.

The district always wants to have the best person who can effectively reach the students
and lead them to effective growth and who provide outstanding service to schoolage
children.

It is obvious that all employees must have equal opportunity to grow in the manner that
makes them effective workers and desirable individuals to carry out district assignments
ever the years ahead.

Some of the factors that are a part of the steps to retention are the following:

Good employees are first attracted to the district, are assigned, are supervised
and helped in numerous ways to grow in skills, knowledge, and work habits with
students and the employers.
The district spends considerable time on new employees and much of it should be
designed to lead the staff member to a quality performance that will justify
continued employment and additional opportunities in the district.
A great deal of time and district talent is spent in evaluating the performance of
staff members, and in providing the supervisory time and talent that leads
employees to improved service.
The district should become familiar with and may develop programs that can be
built on the PMAC document, F.valuation cuideline5.
There should be regular review of each position description for each employee.
A review of the district supervision and evaluation programs should be carried out
each year.
A systematic process should be maintained to ensure continued updating in the
stateoftheart research and techniques for best serving students and staff
needs. Included in this process may be networking with other districts. Snaring
successful concepts by working with personnel from other districts improve
education activities overall.
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APPENDIX A

DEFINITIONS

The following definitions come from several sources, some are found in the statutes and
others have been developed for use in this and similar publications. The source will be
indicated where appropriate. School boards will find adopting these definitions most
beneficial.

Administrator: Any person who holds a valid Oregon Administrative Certificate and who
is currently employed in a position defined as supervisory under ORS 243.656(14), (OAR
584-20-005(1)). This includes all superintendents, assistant/deputy superintendents and
principals in the public schools or education service districts (ORS 342.120(1)). And any
teacher the majority of whose employed time is devoted to service as a supervisor,
principal, vice principal, or director of a department or the equivalent in a fair dismissal
district but shall not include the superintendent, assistant/deputy superintendent of any
such district or any substitute or temporary teacher employed by such a district (ORS
342.815(1)).

Admanced Studies: These are the learning activities that update and expand the knowl-
edge, skill, and sensitivity of the employees. Generally speaking, advanced studies are
designed to keep employees abreast of current developments in their field of employment
and enhance the conceptual and theoretical base from which they operate. Programs of
advanced study usually are offered by institUt10:1S of higher education, and usually lead to
an advanced certificate, an advanced degree, or an advanced license.

Affirmative_Action: The practice of district policy and implementation procedures
adopted by the board to meet the federal and state statutes and regulations regarding the
employment, promotion, and retention of employees, without regard to race, national

/' origin, religion, sex, age, handicap, or marital status.

0

Certificated: Any person holding the proper certificate on April 1, to teach in the dis-
trict identified education program, issued by Oregon's Teacher Standards and Practices
Commission (ORS 342.125, 342.350).

ClaSSifigd Employee: Any person employed in a position which does not require a
teaching certificate.

Competence: The ability to teach a subject or grade level based on recent teaching
experience or educational attainments,. or both, but not based solely on being certificated
to teach a subject or grade level (ORS 342.934(8).

Competeat: Having the capacity to function or develop the responsibilities and duties as
set forth in these rules (OAR 584 -20- 005(1)).

Continued Staff Development: I he acquisition of new and advanced knowledge, skill, and
sensitivity that enhances performance after entry into employment. Continued devel-
opment occurs through both informal and formal learning experiences. Informal learning
experiences include reading, exchange with colleagues, attendance at professional
meetings, and on-the-job experiences generally. Formal learning experiences are usually
of two kinds: inservice studies and advanced experiences or studies. This applies to all
employees, teachers, support personnel, and administrators.
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Corrective Discipline: May be involved with low productivity levels or poor attendance
where there is a progression from an oral warning, then a written warning, next a sus-
pension and finally an exclusion.

Curriculum Improvement: Pertains to the instructional content of the courses provided
by the district. These will require review due to changes of ginating at the state level
and in the goals and policies of the district. The findings of research and identified good
practice in other districts should be considered.

Development find Growth in the Teaching Profession: Improvement in skill, ability,
knowledge of subject matter, technique and attitude in relation to the present assignment
or to future positions within the profession.

Due Process: A personnel procedure that has the elements of notice and an opportunity
to be heard plus the right to defend in an orderly manner.

Educator: Any person engaged in the instructional program, including teaching, admin-
istering and supervising, and who is required to be certificated (OAR 584-20-005(3)).

Effective Job Performance: Is the determination of the way in which an employee of the
district carries out the assignment as: described in the district-approved job description.
This is based on a planned program adopted by the district board that is consistent with
the statutes and rules of the state and the findings of the courts.

gthical: Conforming to the professional standards of conduct set forth in these rules
(OAR 534 -20- 005(4), 584-20-035).

valuation: Includes regular appraisal of the effectiveness of the educational program of/( the district, the procedures for updating it as needed, and the performance of staff. It
should include the gathering and interpretation of information appropriate to the respon-
sibilities of each area, and the decision as to the changes that should be made and the
process for bringing them about (ORS 342.850, 342.934), (OAR 584-20-040).

Goal: A statement of purpose that has been formally accepted by an organization to
guide action.

.1

Implementation of a New Fro:7mm: Is the dc elopment of a feeling of "ownership" on the
part of those who will implement the new activities. The staff that shared in the devel-
opment of a program and the manner in which it is to be appraised, will be more eager to
take part in its use and have an interest in its success. All plans should have built-in
procedures for starting it, appraising it, and changing it as needed after a period of use.

Improvement of Existing Programs: Is a basic factor in the efforts to arrive at higher
levels of excellence. It requires that the district develop and adopt plans and procedures
for their implementation that will appraise the effectiveness of the present program, the
needs of the students and staff and an awareness of the present status of the research
related to program improvements.

Initial Staff Development: Is the acquisition of the knowledge, skill, and sensitivity
needed to perform effectively upon entry to a particular role within the schools.
Generally speaking, programs leading to an initial level of preparation are offered by
academic and voc%tional institutions and involve a core of work in the liberal arts and
sciences, basic studies in the disciplines, basic studies in the profession, and supervised
field experiences in schools. Similar preparation for nonceriificated personnel will
include similar studies and supervision.
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Job Description: A statement by the local school district describing a particular
assignment in some detail; e.g., English teacher, elementary school principal, or head
secretary for a high school. (Some districts use "position" description.)

Just Cause: A contractual term that means an employer must make a good faith
determination of sufficient cause for discharge or discipline based on facts reasonably
believed to be true and not for any arbitrary, capricious, or illegal reason.

Merit: Measurement of one teacher's ability and effectiveness against the ability and
effectiveness of another teacher (ORS 342.934(8)(b)).

Multiple Observations: More than one occasion of incidental observation of the teacher
in performance of duties and more than one occasion of formal observation of the teacher
in planned instructional activities.

Performance Goals: Written criteria established at a preevaluation interview, based upon
the job description and performance standards, that describe what the employee is
expected to do to improve performance.

Performance Standards: Written criteria that identifies the indicators of quality relative
to performing the responsibilities listed in the employee's job description.

Permanent Teacher: Any teacher who has been regularly employed by a fair dismissal
district for a period of not less than three successive years, whether or not the district
was such a district during all of such period, and who has been re-elected by such district
after the completion of such three -year period for the next succeeding school year. (ORS
342-815(5))

Personal Development: Applies to the ways in which individual staff members have
engaged in academic or other forms of inservice activities, the demonstration of
improvement in meeting assignments, and the manner in which they have grown as a
person.

Policy: A planned statement, adopted by the local school board, through which it states a
position, intent, or belief about a matter for which it has a responsibility.

Probationary Teacher: Any teacher employed by a fair dismissal district who is not a
permanent teacher (ORS 342.815(6)).

Program of Assistance: A written program established for the employee at the post-
evaluation interview designed to assist an employee who failed to meet one or more
performance goals to attain the necessary development and growth in the assignment.
This applies to administrators, certificated and classified personnel.

Seniority List: The oldest employee in points of service and competence for the position
proceeding so on down the list of employees to the youngest in point of service based on
the first day of act !al service with the school district.

Service: Starts on the first working day with the district (ORS 342.934(3)(c)).

Staff: As used in this document includes all employees, certificated, and classified,
without regard to the individual assignment.
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Staff Development: Is the gradua; and continuing process of accumulating the knowledge,
skill, and sensitivity needed to function effectively in specified roles in particular school
settings, commencing with entry to an approved preparation program and terminating
with retirement. The two major phases of professional development involved growth that
occurs prior to assuming a pc.-.tion and growth that occurs after assuming such a position.

Staff Growth Studies: Are the learning activities that are designed to enhance job
performance within a particular school setting. Generally speaking, service studies are
designed to satisfy specific staff development needs within a district or a state, and
usually are sponsored by a local district, a state agency or a professional association.
Some inservice activities may be accepted by institutions of higher education for
advanced certification or advanced degrees. Some districts also provide their own system
of "credits" for inservice studies and advanced studies.

Staff Support: Includes both the physical equipment and supplies that are provided to
assist in carrying out assigned duties, and the methods other individuals or groups that
help an employee carry out assigned tasks and in reaching new goals.

Sigf Management Program: Includes all the activities presented in this document and
other related activities designed to help staff increase in competence.

5.ullstitut_e Teacher: Any teacher who is employed to take the place of a probationary or
permanent teacher who is temporarily absent (ORS 342.615i,7)).

Teacher: Any person who holds a teacher's certificate as provided to ORS 342.175 or who
is otherwise authorized in teach in the public schools of this state and who is employed
half time or more as an instructor or administrator (ORS 342.815(8)).

Teachi:.g Experience: Employment on contract as probationary or permanent teacher.

Teacbing_Responsibiliiies: Duties assi:tned to the teacher, whether classroom instruction,
counseling, curriculum detelopme..t, or administrative duties. (See job description, page
30.)

Temporary Teacher: A teacher employed to fill a position designated as temporary or
experimental or to fill a vacancy which occurs after the opening of school because of
unanticipated enrollment or because of the death, disability, retirement, resignation, or
dismissal of a permanent or probationary teacher (ORS 342.815(9)).

Written Criteria: Evaluative criteria including job descriptions, performance standards,
performance goals and certification requirements, including standards of competent and
ethical performance of professio .ial duties.
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APPENDIX B

MODEL POLICIES

The following are suggested model policies for use in the content of this document.

District boards and superintendents will want to give careful thought to the number of
policies to be adopted and the detail of their content. It is probably best fcy a policy to
be a relatively short, formal statement of board intent and purpose through which t7 basic
position is described. It will often include the identification of responsibility for its
implementation.

District boards and superintendents often develop rules by which a policy will be imple
mented. Superintendents frequently prepare procedures for the management of the
district to carry out these rules. A new development is the site committee program,
which places responsibility on a broad base of members (ORS 336.705 336.780). Rules
may be approved as part of the policy statement at the discretion of tne board.

MODEL POLICY STATEMENTS

The following suggestions and "model" policy statements are NOT in_tende q.pgyide for
llihe_policie.s a school board should prepare and adopt. They relate primarily to those

that are of most concern to local district boards and employees. They emphasize per
sonnel matters. These materials may be especially useful to local district boards which
do not have the advantage of advice and counsel from a district administrator or
superintendent. Those that are based on statute o: rule have references cited when
appropriate.

The statements of basic policy are SUG_OESTION_UNLY. It_ is expected that the local
disirict administrator and board will develop and adopt_policies appropriate tothe
district and will e_stablich the rules and procedures necessary to imple_ment_the_polisies.
The education service district (formerly lED) staff may help significantly in this process
and in evaluating and modifying the "policies."

Theselaws_and rezulations applysqually to Pdkiciition servicgdistricts_.(F_S_DO. In addition
to developing_their own poligies_and i;roceduresE$Ds may want to offer hdp_m_s_chool
districts.
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THESE ARE SUGGESTED STATEMENTS
DISTRICT BOARDS SHOULD AMEND THEM TO MEET LOCAL CONDITIONS

,Job /Position Dslcriptio_as

Each school district board should prepare policies that provide for all personnel employed,
to include but not limited to

1. Job and position descriptions for both certificated and classified personnel. These
descriptions should include, but need not be limited to, duties, responsibilities,
authority and lines of communication. These descriptions are needed to help the
district seek and employ those best qualified to meet the educational and other
needs of the district programs and services, and to meet the conditions of the laws
as they effect employment, retention, evaluation, and related matters.

2. The identification of the types of all positions to be filled and the certificates
needed for these positions. All certificated employees must be assigned to and hold
positions for which they are qualified under the rules of the Teacher Standards and
Practices Commission (OAR 581-22-262). The Commission offices are located at
630 Center Street NE, Suite 200, Salem 97310-0320, phone (503) 378-3586.

3. Some districts may wish to seek help from education service district (ESD) per-
sonnel in the development and implementation of these policies. See also Table _of
C_o_atents, "Job/Position Descriptions," Sections 2140, 2210, 2310, 2410, and 2510
(Salem: Oregon Department of Education, 1978).

Policy Num 12e1

The district board shall prepare and regularly update descriptions for every
position. Implementation of this policy is assigned to the district administrator.

There shall be twc group:: of eieployees: I hose who are required to hold an
appropriate teaching or administrative certificate, and those who are not
required to hold such and who are in the classifid service.

Employment Practices

Each school district board must adopt an Equal Employment Opportunity policy defining
procedures which will assure fair treatment and equal opportunity to all persons
regardless of race, national origin, religion, sex, age, handicap, or marital status (ORS
659 and OARS 581-21-045, -048, -049).

I. At the time of original employment
2. During employment
3. At termination of employment.

The district board may wish to refer to Equal OpportlinitieLin Ednution: Instrixtion and
Fmploym en t (Salem: Oregon Department of Education, 1977).

30



0

0

Policy Nuinbez

The district board shall engage in equal employment opportunity practices and have
an affirmative action plan. There shall be no discrimination in employment on the
basis of race, national origin, religion, sex, age, handicap, or marital status.
Responsibility for the development and implementation of this plan is delegated to
the district administrator (ORS 659 and OARs 581-21-045, -048, -049).

Employment Prordures

blicy Nuntly,

The district board shall establish and provide for the orderly and appropriate
employment of district staff and direct the superintendent to develop procedures
necessary for the implementation of such employment practices.

Staff Developrn.ent and Evaluation

Each school district board must provide personnel policies that consider the needs and
objectives for staff development and that define the responsibility for their implemen-
tation (OAR 581-22-241).

Policies are required that provide for the development and implementation of an
evaluation system for all personnel. The evaluation should be an ongoing process
beginning with initial interview and should include clear statements of purpose and
procedures.

The Oregon statutes reouire.

1. A biannual evaluation of each teacher usiir the state form revised May 1977 (Form
No. 1231). Each district must provide the torm and may also develop and use
additional documents fur local use (OkS 342.650(1)).

2. The staff evaluators of certificated employees hold teaching certificates except m
districts having an average daily attendance of less than 200 (ORS 342.850(1)).

3. Opportunity for teachers to make written statements relating to their evaluations
and other items in individual personnel files and to have the statements placed in
that file (ORS 342.8509(4)).

See Tablssf Contents, "Staff Development and Evaluation," Sections 3500 and 3600,
respectively (Salem: Oregon Department of Education, 1978) and Evaluation Guideline.
for School Personnel (Salem: Oregon Department of Education, 1986). PMAC

Districts should carefully provide and observe written policies and procedures to cover all
items involved it personnel evaluation. Many legal issues arise in this area of district
responsibility. Some districts may wish to obtain assistance in developing these
statements.

31



Policy Number

The district shall provide opportunities for staff development and improvement, and
personnel shall participate in prcgrams designed to achieve these purposes, includ-
ing annual appraisal of employee progress toward acceptable outcomer..

Personnel File

Eplicy Number

Personnel files shall be maintained for each employee of the district. The official
set shall be maintained in the office of the district administrator (ORS
342.850(2)(5)).

The personnel file shall be open for inspection by :he employee and such other
persons as are officially designated by the board or employee in accordance with
rules and procedures adopted by the board.

The files shall include, but are not limited to: (1) Applications for employment and
related documents. (2) Academic transcripts; (3) Employment contracts; (4) Annua',
performance evaluation reports; (5) Records of academic work and related pro-
fessional growth; (6) Commendations, complaints, and suggestions; (7) Statements
that the employee may initiate dealing with documents on file, conditior; of
employment, or others as may be desired.

HearingyighAs

Pclicat_Number

A hearing may be requ 2d in any of th^ following instances. Ali employee
requesting a hearing sr.all hat e an opportunity to have a hearr.; prior to any final
action resulting in disc :pine, demotion, nonrenewal, or dismissal.

A classified employee who files a request for a hearing vithin 15 days of dis-
missal or demotion under ORS 342.663.
Employee grievance (where the grievance procedures so requires).
Probationary teachers who are being dismissed during the contract period.
Probationary teachers who are not renewed at the end of the contract period and
who meet any one or more of the following: (1) If the teacher has a clearly
implied promise of continued employment; (2) If the teacher has an expectancy of
re-employment; (3) If the teacher is denied renewal for a reason which would
damage his/her standing or association within the community, (4) If the action of
the school administratiol imposes a stigma or other disability foreclosing the
teacher's freedom to take advantage of other teaching opportunities.
Probationary teachers or administrators not entitled to a hearing under (3) or (4)
but who request a hearing.
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Informal Mee ting

Policy Number

A meeting with the board may be given the employee in the following instan,es:
(1) Meetings to commend or recognize an employee's outstanding performanc
service to the district or community; (2) others.

Fair Employment

Policy Number

Administrative procedures for activities prior to hearing to discipiine, demote,
nonrenew, or dismiss an employee shall include, wherever reasonable, , NEAT
procedure: N-notice; E-explanation; A-assistance; and T-tirne.

Notice an early notice from the supervisor providing an opportunity for the
employee to be aware of specific deficiencies.
Explanatiopa statement of the reasons for the action by the supervisor.
Assistanceinformation from the trained supervisor as to how he/she will assist
the employee to improve.
Timeadequate time for the employee to make a change of behavior.
The board shall remain unbiased and will not become involved in administrative
decisions as to discipline, demotion, nonrenewal, or,dismissal of emp.oyee prior to
a recommendation from the chief administrative office (superintendent or
principal).

,)/ The administrative offic r of the district shell be responsible for implementing
all board policies and administrative processes relating to discipline, demoticn,
nonrenewal, or dismissal of employees.

The above are suggested policy statements. School boards should amend or otherwise
alter the content to meet local conditions prior to possible approval.
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APPENDIX C

CHECKLIST FCR EVALUATING A STAFF DEVELOPMENT PROGRAM

This checklist may be used early when the district first starts to consider the need for a
staff development program to review the present status and possible need for such a
development program. The first step is to determine that the district needs such a
program. The next is to determine what is already provided by the district and what
more may be needed. When this has been done, it is then useful to check for the
following elements of a district strategy for the development of the program.

1. Employees participate in decisions.

2. Administrators are involved in the training.

3. Adequate time:, provided for plannini
practicing, and pi:..hlem solving.

4. District administrative support is evident
and visible.

5. Learning expectatio.s are clearly stated.

6. Training includes demonstration and
practice.

7. Training content is focused on improvement
of an instructional program.

8. Training adheres to principles of adult
learning.

9. Training is extended over a period of time.

10. Employees observe each other in applying
learnings (coaching).

11. Regular meetings occur frequently that focus
on practical problems.

12. The staff development program is compatible
with the realities of work at the building level.

3i 2

Need to
Already Not Now Check

in Doing Furth(
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APPENDIX D

SUGGESTED STANDARDS FOR COMPETENT AND ETHICAL EDUCATORS

The Oregon legislature has given responsibility for "Standards for Competent and Ethical
Performance of Oregon Educators" to the Teacher Standards and Practices Commission.
Violations of these standards shall be admissible as evidence of gross neglect of duty or
gross unfitness. (ORS 342.175(5))

Local school districts should adopt a statement of local standards. It is suggested that
they be the following, which is the Commission's Standards, OAR 584-20-000 to -035.
Items in italics have been added as samples of the kinds of statements a di :t: ict may want
to deveIcp as indicators of performance.

The Competent Educator (OAR 584-20-010)

The teacher or administrator demonstrates a commitment to: (a) recognize the worth
and dignity of all persons, (b) encourage scho,arship, (c) promote democratic citizenship,
(d) raise educational standards, and (:.!) use professional judgment.

REMEMBER TIIESE TSPC STANDARDS ARE SUGGESTIONS I

Curriculum «12d Instruction (OAR 5S4 -20 -015)

(1) The competent educator measures success by the progress of each tudent toward
realization of personal potential as a worthy and effective citizen. The competent
educator stimulates the spirit of Inquiry, the acquisition of knowledge and under-
strtnc1 g, and the thoughtful formulation of goats as they are appropriate for each
individual.

(2) The competent teacher demonstrates:

(a) Use of state and district adopted curriculum and goals by:

L Explaining the relationship between instructional activities and the
adopted district and course goals.

2. Following a planned course statement for each course taught,

3. Preparing lesson plans consistent with course goals.

4. Implementing learning activities and assessment procedures.

(b) Skill in setting instructional goals expressed as learning outcomes by:

1. Showing skill in goal writing.
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REMEMBER THESE TSPC STANDARDS ARE SUGGESTIONS.

2. Developing appropriate group and individual instructional activities.

3. Determining the degree to which students reach goals.

(c) Use of current subject matter appropriate to the individual needs of students
by:

1. Developing curriculum and setting goals within the ability of individual
students.

2. Developing learning goals with students based on individual student needs.

3. Clearly differentiating learning goals based on individual student needs.

(d) Use of students' growth and development patterns to adjust instruction to
individual needs consistent with number of students and amount of time
available by:

1. Using knouledge of specific student needs in determining individual
programs.

2. Recognizing individual needs and adapting to student growth during the
year.

(e) Skill in the selection aId use of teaching techniques conducive to student
learaing by:

Using evaluation materials to identify individual insructi)r weeds.

2. 'rovidinf, a variety of instnictional procedures designed to meet
individual student needs.

3. -I tilizing appropriate instructional i-esns -ces.

(3) The competent administrator remonstrates:

(a) Skill in assisting Individual staff members to become more competent
teachers by comp;ying wtth state I ,w, rules, and lawful and reasonable district
policy and contracts by:

1. Carrying our zsigned duties as specified in state laws aria :ides, and in
district policies and procedures.

2. Informing staff, students, and the public as to their rights and
responsibilities,

3. Monitoring compliance with district policies and procedures.

38
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REMEMBER THE ;E TSPC STANDARDS ARE SUGGESTIONS.

(b) Knowledge of curriculum and instruction appropriate to assignment by

1. Becoming familiar with the instructional programs of the district.

2. Assistk.g staff to meet district requirements and student needs.

(c) Skill in implementing instructional programs through adequate communication
with staff by:

N.. 1. Including all assigned employees in a dissemination program of:

:/

a. District wide department information.
b. Buildingidepartment information.
c. Other matters appropriate for distribution.

2. Using appropriate media.

3. Utilizing interr7rsonal skills ;n working with staff.

(d) Skill in identifying and initiating any needed change which helps each student
toward realization of personal learning potential by:

I. Reviewing current practices with students, staff, parents, and patrons.

2. Planning for desired changes based on review of current practices.

Supervision and Evaluation (OAR 5S4-20-020)

(1) The competent educator is a student of human behavior and uses this knowledge to
provide a climate that is conducive to learning and that respects the rights of all
persons without discrimination. The competent educator assumes responsibility for
the activities planned and conducted through the district's program, and assists
colleagues to do the same. The competent educator gathers relevant Information
and uses it in the planning and evaluation of instructional activities.

(2) The competent teacher demonstrates:

0

(a) Ways to assess progress of individual students by:

I. Maintaining a recordkeeping system which will include:

a. Pretest data on each goal.
b. Posttest data on each goal.
c. General comets.
d. Instructional progress.

2. Using goal-relevant instruments.
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REMEMBER THESE TSt'C STANDARDS ARE SUGGESTIONS.

(b) Skill in the use of assessment data to assist individual student growth by:

1. Maintaining a plan for alleviating student learning weaknesses and
strengthening/developing skills.

2. Appropriately interpreting individual student assessment data.

(c) Procedures for evaluating curriculum and instructional goals and practices by:

1. Monitoring student learning outcomes.

(d) Skill in the supervision of students by:

1. Interacting in a consistent manner.

2. Respecting students' individua: rights.

3. Providing positive verbal and nonverbal feedback.

(3) The competent administrator deir onstrates:

(a) Skill in the use of assessment data to provide effective instructional programs
by:

1. Determining areas of greatest need in strengthening instructional
programs to provide curriculum balance.

2. Determining what information is needed to provid? effective instructional
programs.

3. Comparing du ) determine appropriate curriculum changes.

4. Deciding what information will be needed to evaluate programs once
u,der way and applying that information for modifying or continuing the
programs:

(b) Skill in the implementation of the district's student evaluation programs by:

1. Utilizing appropriate goal-setting and evaluation programs.

2. Utilizing objective as opposed to subjective criteria.

3. Utilizing appropriate means for reporting test information.

4. Complying with district policies, rules, and regulations on the use of
evaluation.
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REMEMBER THESE TSPC STANDARDS ARE SUGGESTIONS.

(c) Skill in providing equal opportunity for all students and staff by:

1. Showing knowledge of and compliance with relevant laws, rules, and
policies.

2. Informing staff and students of relevant laws, rules, policies, and building
procedures.

3. Investigating complaints ol unequal opportunity and assuring eaual
treatment.

(d) Skill in the use of employee techniques appropriate to the assignment and
according to well-established standards which insure due process for the staff
being evaluated by:

1. Following the district's evaluation process.

jvi_uagement Skills ("AR 584-20-025)

(1) The competent educator is a parson who understands students and is able to relate
to them in constructive ways. The competent educator establishes and maintains
good rapport, The competent educator maintains and uses records as required, and
as needed to assist the growth of students.

(2) The competent teacher demonstrates skills in:

(a) Establishing and maintaining classroom management that is conducive to
learning by:

1. Respecting student opinions.

2. Exhibiting positive verbal and nonverbal influence on students.

3. Providing an atmosphere in which students remain oa task and are
expected to reach course goals.

4. Providing information about the enforcement of conduct standards.

5. Regularly monitoring student learning procedures.

(b) Using and maintaining district property, equipment, and materials 7".
approp:iately by:

1. Demonstrating and encouraging respect for public property.

2. Instructing students in proper use of equipment and materials.

41 '4 '1



I.

REMEMBER THESE TSPC STANDARDS ARE SUGGESTIONS.

(c) Using and maintaining student records as required oy district policies and
procedures by:

0

I. Demonstrating the use of district policies regarding il'e use of student
records. . ..

(d) Using district and school business and financial procedure,: by:

I. Following prescribed procedures in using and recording district funds.

(e) Using district lawful and reasonable rules and regulations by:

1. Knowing building and district rules and regulations.

2. Observing the spirit and intent of rules and regulations of the school and
district.

3. Exhibiting consistent application of rules and regulations.

4. Requiring student compliance with and enforcing school rules.,

(3) The competent administrator demonstrates:

(a) Skills in managing the school, its students, staff, and programs as required by
lawful and reasonable district policies, rules and regulations, state and federal
laws and regulations, and other programs as assigned, and assures that staff is
informed of these requirements by:

1. Developing a management model.

2. Revie;ging p,sition descriptions with all staff members.

3. Developing and disseminating staff and student handbooks.

4. Monitoring policies, rules, regulations, laws, etc., and implementing
requirements and appropriate changes.

5. Utilizin7 a communication system.

, (b) Skills in planning and staff dtiiization by:

1. Developing a planning model.

2. Identifying and giving recognition to staff strengths and interests.

3. Utilizing staff resources.

4. Monitoring staff performance and student learning.

//
....,
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REMEMBER THESE TSPC STANDARDS ARE SUGGESTIONS.

Human Relations and Communications (OAR 584-20-030)

(1) The competent educator works effectively with othersstudents, staff, parents,
and patrons. The competent educator is aware of the ways the community iden-
tifies with the school, as well as community needs and ways the school program is
designed to meet these needs. The competent educator can communicate with
knowledge, clarity, and judgment about educational matters, the school, and the
needs of students.

(2) The competent teacher demonstrates:

(a) Willingness to be flexible in w 1ing cooperatively with others by:

I. Constructively managing professional differences.

2. Adjusting readily to emergency or changing conditions.

3. Carrying an appropriate share of extra assignments.

(b) Skill in communicating with students, staff, parents, and other patrons by:

I. Presenting clearly information in both oral and written form.

2. Conferring with parents regarding student instructional needs.

(3) The competent administrator demonstrates:

(a) Skill in helping students, staff, parents, and other patrons to learn about the
school and its programs by:

I. Reporting accurately information about district programs end procedures.

2. Responding to community needs and concerns.

(b) Skill in communicating district and program goals to staff and public by:

I. Stating and interpreting district goals and programs.

2. Using designated channels to bring ideas, suggestions c:, .fl questions from
students, staff, and public to the attention of appropriate persons or
groups.

(c) Willingness to be flexible in cooperatively working with others by:

1. Constructively managing professional differences.

2. Adjusting personal and staff activities to meet emergency and changing
conditions.
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REMEMBER THESE TSPC STANDARDS ARE SUGGESTIONS.

3. Assuming ": appropriate share of extra assignments.

(d) Skill in reconciling conflicts by:,

I. Coizsiderinz all sides of an issue and suggesting alternative solutions.

2. Leading individuals to analyze and resolve conflicts in a positive manner.

The Ethical Educator (r R 584-20-035)

The ethical educator is a person who accepts the requirements of membership in the
teaching profession and acts at all times in ethical ways. In so doing the ethical educator
considers the needs of the student, the district, and the profession. (Note: Statements
as indicators of performance have lot been suggested for the ethical educator.)

(1) The ethical educator , in fulfilling obligations to the student, will:

(a) Keep the confidence entrusted in the profession as it relates to corfidential
information concerning a stunt and family;

(1)) Refrain from exploiting professional relationships with any student for
personal gain, or in support of persons or issues.

(2) The ethical educator, in fulfilling obligations to the district, will:

(a) Apply for, accept, offer, or assign a position of responsibility only on the basis
of professional qualifications, and will adhere to the conditions of a contract
or the turns of the appointment;

(t) Conducl. profession,,I L. siness, including grievances, through established
lawful, and reasonable procedures;

(c) Strive for continued improvement and professional growth;

(d)

0

Accept no gratuities or gifts of significance that could influence judgment in , ,-

the exercise of professional duties.

(3) The ethical educator, in fulfilling obligt, ins to the profession, will:

(a) Wintain the dignity of the profession by respecting and obeying the law,
exemplifying personal integrity and honesty.

(b) Extrnd equal treatment to all members of the profession in the exercise of
their professional rights and responsibilities.

(c) Respond to requests for evaluation of colleagues and keep such information
confidential as appropriate.

----
--
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APPENDIX E

A SUGGESTED CHECKLIST
FOR REVIEWING THE PERSONNEL EVALUATION PROCESS

1. The district board has adopted 'a plan of development for the evaluation
process.

2. The board has adopted rules to govern access to personnel files.

3. The board has adopted rules to specify the school officials designated to
inspect personnel files.

4. The board has adopted rules on the Personnel Evaluation Process.

5. The board has adopted rules to document definitions of all major terms to
be used in the process.

6. The evaluation process should serve one major purpose: "Improve the
Quality of Work.

7. The district job descriptions are made clear during the preevaluation
interview.

8. The district performance standards indicate a degree of performance of
assigned work.

9. The performance goals describe what the employee is expected to do to
improve the quality of work.

10. The district evaluation process uses multiple observations before the
postevaluation interview.

11. The district has adopted rules to use the State Evaluation Form. See
reverse side of Form.

12. The district has adopted a program of assistance for an e.nployee that fails
to meet the performance goals.

13. The district has a plan to use a third party to assist the employee and
supervisor when concern develops. (Hearings, 1980; and Due PI:OC_OS
Hearing Handbook, 1980, Oregon Department of Education.)

14. The district has fair procedures (due process) for working with people.

15. The district board has adopted a plan of implementation for the evalution
process.

16. The district has a process for staying informed on state-of-the- art
educational research and evaluation proceo,:res in other districts.
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