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This document is one in an eight-part series of share tools and best practices for implementing Washington’s 
new teacher and principal evaluation legislation. These tools and best practices have been drawn from interviews 
with district leaders and principals who have participated in the Teacher/Principal Evaluation Project (TPEP). The 
hope is that the lessons learned from their experiences will lead you toward greater success. The ideas in this 

series of documents are the result of interviews with the leadership of 16 Washington school districts (Anacortes, Bellevue, 
Bethel, Central Kitsap, Cosmopolis, Issaquah, Kelso, Kennewick, Kettle Falls, Medical Lake, North Mason, Pullman, Seattle, 
Sumner, Tumwater, Wenatchee) and Educational Service District 101 and Educational Service District 113.
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In describing Pullman School District’s experience in the teacher and principal evaluation reform 
process, Superintendent Paul Sturm had this to say: 

“In the long term, improving professional practice requires a lot of risk and trust, in particular 
between teachers and principals and between administrators and principals when the principal 

is the focus. And so, we are in it together very visibly and intentionally and treat no one as the expert. 
We are learning this together, and we are going to trust each other—coming from that premise is 
probably the foundation of any success we’ve had.”

In Pullman, it was clear from the start that, to be successful, a lot of goodwill needed to be developed, 
nurtured, and emphasized. Kicking off a revised evaluation system is a huge endeavor, and establishing  
the right tone and building buy-in from the start impacted their work—as it will yours.

As Pullman’s revised teacher and principal evaluation system took shape, another strategy proved 
useful: collaboration. The district planning team thrived knowing they had designed key elements 
together, and each member appreciated having been invited to shape meaningful parts of the process. 
They deepened the goodwill by also asking each professional to commit to celebrating each other’s 
improvements, creating an all-for-one, one-for-all environment. This collaboration and goodwill 
was not, however, automatic. Those trusting relationships that were developed were almost lost 
when teachers began to fear that the reforms were about “getting rid of those bad teachers” or about 
punishing someone in the school. It was only because of the transparent decision making that they were 
able to eventually see the profound positive impact the work had. This impact was felt in three ways: 
the higher level of conversations about teaching and learning that developed among all their staff, the 
increased student engagement, and the developed and expanded ways to measure student growth.

Early Decision Making and Engaging 
Stakeholders in Educator Evaluation

“The development of  the revised teacher evaluation system at North Mason School District has been focused on professional growth, 
and it has served as a catalyst in creating a new culture of  learning. It provides an opportunity for the teacher to demonstrate his or her 
instructional proficiency skills, with clear and concrete evidence.” 

—VICKI HOPKINS, Teacher, Kennewick School District

“No matter what is happening everywhere else, we still want to provide the best possible instruction to each and every child in every 
classroom. And that is why everyone should get on board.” 

—DAVE BOND, Superintendent, Kennewick School District

“Everybody could talk about what great instruction looked like, but it was different perspectives on great instruction. So we decided to look 
at the evaluation process and our instructional model so that the two—instruction and evaluation—could be purposefully connected.”

—KRISTEN SHERIDAN, Principal, North Mason
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Consider the Following Key Steps to Ensure the Success of the  
Revised Systems

1. SET THE TONE FOR THE WORK

Inspire your faculty with the knowledge that moving away from a simple compliance 
system will improve the professional experience for everyone. The awareness that 

everyone is in this together and is going to do meaningful work breaks down some natural 
resistance that comes from feeling anxious about the revised evaluations.

Emphasize that everyone is in a learning phase and that all staff (including leadership)  
will be scrutinizing their own work.

2. PLAN REGULAR CONVENINGS

Plan for regular convenings throughout the year to both gather and share information  
and perceptions about the revised system.

Host a small summit with leadership before the school year begins. These kinds of 
convenings will allow you to listen to concerns and gather input to help you shape your 

plan for the year. Be sure to include association representatives and actively draw them in. 
Consider having one teacher from each grade at this early planning meeting.

Expand stakeholder engagement and buy-in by holding a larger forum during the  
school year and invite all staff, families, and community members to attend. 

3. SHARE RESPONSIBILITY

Develop teacher leaders who are trained intensely in the system who can act as 
ambassadors among your staff.

Ensure a representative leadership team understands its responsibility for bringing 
information back to colleagues. They also are responsible for bringing issues and 

questions back to the team.

Make a commitment among your leadership team to be active—even optimistic—
participants while you are working together on evaluation reform.

4. DEMONSTRATE THAT THIS IS YOUR SCHOOL OR DISTRICT’S MAIN PRIORITY

Find and focus significant staff time toward learning the entire rubric. 

Use the same vocabulary for all initiatives; projects not directly related to the revised 
evaluation system should still be couched in the vocabulary of the instructional and 

leadership frameworks.

Safeguard that these revised evaluations are the only real focus for change for the first 
implementation year. Put other projects and big changes on the back burner.
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Key Leadership Decisions and Timing for Principals and 
Superintendents

Action Item Month Considerations Check

Select your  
leadership team

August What faculty (from many, if not every, grade and 
subject) and association leadership can you include 
early on?

Establish monthly 
leadership meetings

September Can you schedule recurrent meetings throughout the year?

Can you ensure times and locations are convenient 
for all members or else rotate the time and location 
so that no individual member(s) is unduly burdened?

Is it possible to make key decisions with this team 
openly so that they can share all thinking and 
learning with the larger community?

Host an open  
forum for faculty  
and parents

September Consider these topics for your gathering: Why is this 
important? Who was invited to be on the leadership 
team, and how others can join? What have other 
schools and districts seen happen with these 
changes? Make this a celebration of good things 
to come. Consider bringing a speaker from a project 
district to talk about what he or she has learned.

Schedule your  
meetings at the  
start of the fall

September Is it possible to set up all evaluation observations and 
conferences early in the school year so that everyone 
commits before the year gets hectic? This will send a 
message that this is the top priority for the year.

Find the resources to hire 
an outside trainer

September–
October

Given that it is so challenging to deeply digest the 
rubric of the revised system, can you hire outside 
help to support training? 

Set up your own  
evaluation

October–
November

How quickly can you show your faculty that you are 
walking in the teachers’ shoes and reflecting on your 
own improvement?

Let everyone on staff 
know what you’ve 
learned so far

December Include what you learned from your own evaluation, 
what you learned as an evaluator, and what the 
leadership team is discussing.

Schedule all spring 
meetings

January Schedule all observations and pre- and 
postconferences for the entire spring so that  
they are the main priority as the semester unfolds.

Celebrate your  
staff and their  
accomplishments

June Can you find a way to share what worked in a loud 
and proud way? Highlight everyone who participated. 
Invite them to share what they learned. Allow this to 
be a celebration of everything that has been learned 
and accomplished.

These documents could not have been created without the generous time of teachers, principals, and district leaders in these areas. 
This is a publication of the Washington Office of Superintendent of Public Instruction (OSPI) Teacher/Principal Evaluation Project (TPEP) 
with American Institutes for Research (AIR) supporting this endeavor. More information, including videos with practitioners from the 
project districts, can be found on the TPEP website: http://tpep-wa.org/pilot-sites/
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